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' FOREWORD

. ‘ /3\1?7/

To what'extent are our schools really providing high-quality education?

This is a questton being asked with ever-increasing frequency by parents,
‘students, businessmen, labor leaders, school administrators, and government officials
at all levels. !

e
[

It is refatively simple to discover what resources are being put into the system '
(such as the numbér of teachers employed, what books and equipment have been
bought, how much time learners and teachers have spent in the classroom, how
many buildings have been con(rjcted), but it is much more difficult to determine
the effectiveness of these resources in producing the desired edycational output—
- students well*prepared to™play useful and creative roles in American society.

What troubles us is the realization that we have the most.expensive educational
enterprise in the world and yet we are not sure haw well it is producing results for
all the “partnérs in education.” )

L \ J
Fortunately, there are ways available to get at a precisé answer to the question: -
B What is achieved educationally for the money spent? We have come to realize for

example, that. school systems, like business organizatiors, can be managed in
accordance with pre-defined objectives,’-2* We know, furthermore, a fair amount
about the process of establishing appropriate objectives.3 And we have perceived the .
valug of setting up measurable criteria against._which to assess our progress in
meeting these objectives. Moreover, it is well within our capability, to fashion
humane and responsive schools which facilitate construStive and productive -
change 4.5 ‘

)
.
L , . . .

In the process of applying the /ndependent Educational Management Audit we -

can make accountability work in education. - R . ) N

. . . \

Through the effective use of programming, planning, and evaluation tools (and

with the appropriate level of commitmént) collectively we can realize predictable,

highaquality educational osccomes without making ever-increasing demands -on
/f"tixpaﬁ:)rs or on the Treasury ' T )

\

| .

- ~

! A 4
o ‘The audit process which is described in detail with suggested instrumentation_is
a fundamental tool recommended for local ‘school systemis and state education
agencies throughout the country as a quick and easy mea}ns of assessing education
needs.® ‘The audit is a product of more than two years, of meticulous system
analysis.

L4
» - N '

The long-established fiscal audit in education offers a valuable precedent with .
its power to strengthen educational accounting systems. Now, the education audiit
e o \\\ .

\

~

i

, . 3 . )
j *References are listed in order of citation at end of Foreword. /
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. vi ‘ : /ndependent Educational Management Audit

sets the stage for an analogous effort on the output side. If is carefully designed to
permit chool systems on their own initiative to plan for t e most effective use of .
availabl® resources, in terms of specific outcomes. Its uniqueness lies inits focus oh
needs assessment as a vital prehmrnary t¢ effective planning and problem solying.
Although seen as initiated ideally by the superintendent and his staff, the audit is
most effective if it is utilized as a tool by all the educational partners in concert—the’
‘community, the learners, and the educators.

~

h
;
!

Desngned to strengthen the role of the professional staff in meetrng the new
demands of accountability: : : " -

; } .

the audit assists in identifying and removing some of the present barriers to
. educational effectiveness;

[N
.

’ & a the quditteads to more creative and fulfilling roles for staff; '
\ B
o the audit yields basic improvements in management and structure; and most
|mportantly, .

.
o

‘ B P the audit serves as a major vehicle for gaining both increased credibility and
increased public support for education. .

e

- { _ There are at least threeapproaches to the use of the audit:
® Individuals and groups ean participaté with schools ¥n joint planning to
identify and solve pressing problemS" .

"® The superintendent and his staff caninitiate a management review to

~ focus on strehgths and weaknesses of the system’s present performance; or

. ® The school board and the superintendent can apply the audit instrument

. in order to discern conditions which obstruct effectlve performance by
the schools. .".” . -
a . . r v -

The rnstruments contamed in this book can be utthzed successfully to achieve
concrete resutts, regardless of the approach c'hosen

The Chlnese have a saying that a thousand mile ]ourney begins with a single -
, step. In the context of present-day demands for, greater accountab?llty and a more !
effequve gelivery of educational services, the /ndependent Educational Management
.y Audit cdn prove to be a significant first step. . -
, s oy

1George S. Qdiorne. Tramning by Objectivéds. An Economic Approach to Minagement Trarnmg {New York The

MacMillan Co.) 1970. . » s 3
. 2g g, Mager. Sembg lnsrrucnon:il Objectives {Palo Alto, Ca., Fearon Publishers, Inc.) 1961, .
y 3w, 4. Pophagt Selecnng Appropriate Educational Objectives (Los Angeles, Ca. Vimcet Assocrates) 1967. Lo

4Leon M. Lessinger. Every Kid'A Winner (Chucago Science Research Associates) 1971- -
) 5RogerA Kaufman Educational System Plapning (Englewood Chffs, N. J.. Prentice Hall Inc.) 1972.
¢ /" BLeon M- Lessinger, Dale Parnell, and Roger Kaufman. Accountability Policies and Procedures {(New London,
/ Conn. Craft Educational Services) 1971 (in four volumes). s .
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N . GENERAL CHECKSHEET | *
. ) _ )
For School Systems and State Education Agencies Which Plan to Use the -
Independent Educational Management Audit

a

. The eight-point introductory questionnaire below is based or"q key éoncepts
developed in the larger audit document. It is designed to assist the district in
preparing for a fullscale IEMA by: '

® Pointing out quickly those program areas wb\ich may require special
review and modification. : '

® Focusing attention on the nature and dimensions of a serious needs .
assessment/planning process.

® Developing understanding and positive feelings toward the process among
those who will actually be involved in its implementation.

+, Not all districts or state agencies will be prepared to answer all eight’questions
“c6ld.” Somewill, of couTse, Iready have made paYtial assessments and introduced
changes. However, al/ district§ will benefit markedly from participation in both this
complete audit. :

L 4

at steps have been taken to assess educational needs on a
s district-wide basis,i.e., to determine the gaps between current
program outcomes and desired or required program outcomes?

——— 2~What steps have been taken.to establish a formal plan based on
the needs assessment? | '

3 What steps have been taken in develop}ng the school budget to

O

ERIC

Aruitoxt provided by Eic:
.

provide for means of assuring program acqintability?

N

- , L] /
_/Z4 Which of the “partners in education” were involved in the ,
. & . assessing of needs and development of the program budget?

5 What steps have been taken by the district to establish and
maintain relationships with business and industry, and the
community at large? - 1

6 How,_are program decisions made_so as to assure adoption of the:
most. cost-effective solutions? -

7 What steps have been taken toestablish periodic reviews of, °
previous institutional objectives to assure their relevancy in °

" terms of current needs?

. . LT L
—— 8 Which evaluation instruments are utilized to measuce progress in
. meeting.qerfotm_ance objectives based on documented needs? °

-t Y - 7 . COh *

EA) \ .
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1.1

1.2

1.3

1.4

1.5

‘1.6

7/

1.7

1.8

.\‘

® Has a plan been formulated for, involving other partners in education.\__f

. - 1.0 a ¢ x

WHICH OBJECTIVES? (Assessing.Needs)

[ - . . »
’ -

What steps -have been taken "to determine educational gaps between the
results of the/current pregram situation as it is (status) and the hoped-for

srtum) - N

Are needs identified as gaps (orﬂlscrepancres) between a current set of out-

comes and a required set of outcomes? P

Did the ass‘essing af needs involve all the partners in education? Educators?
Parents? Learners? Community? -

a
[y

Are needs stated in terms of learning outcomes rather than in terms of
resources to achieve ends? ,

Does the school system state needs or program discrepancies in measurable .
terms?

Has the school system ta en steps’to obtau) objective evidence to docurnent .
each need (dlscrepancy)

" Have these gaps been shared with various partners mﬁhe educative process7
Educators? Parents? Learners? Commumty7

Has the’ school system cIearIy ranked pr|or|t|es as a result of identifying
prpgram result gaps? ‘Have pr|or|t1es been determmed by all education
partners7

Q- .
Checkpoints: . L. <, -
, - -~ . / -
® List the barriers or roadblocks which stand in the way of unfertaking a
formal assessment of needs in your schooI system. - .

o«

® List'some of the roadblocks you mlght encounter when you, ldentlfy needs
as outcome gaps, not solutions. -

® What recommendations must be.made to the school board? = .

. A

¢ What are the difficulties, if any, in involving the various partners?

\

® How do you see your findings being shared with other partiers in

education? ; .
~ s. . .




20 -

PLANNING TO MEET DOCUMENTED NEEDS k
”, . . .
2.1. Does the school system use a closed- -loop (self- correctmg) management
N \ process? (See figure below.)* .. B . :
) * ‘ - .
. v T (6.0 Rewise as'Required) _—
f==-=-=—=-- T T T T TETTIT T Ty T o T T b .
| N I . | - | T ., .
' : t ' i ~ L , i :
' RN 26/ K 3.0 4.0 5.0 /
A . . . / i
Identify Determine . Select Implement Determine
Problem - Solution Y Solution Solution Perfotmance N
(from rteeds) Requirements Strategy{ies) +| Strategy(ies) ‘Effectiveness .
) » < and Solution from 4 / ,
Alternatives | Alternatives . ' o L ]
¥
) . - - / - -
, ' ’ i . ’ . .
, 2.2 What steps have been take\n to establish a formal plan for education?
T 2.3 s the formal plan based upon. the formal needs assessment? Upon knoV R
' .« educational gaps? ’ - -
Z
2.4 Did planning take place before the solutions !were chosen7 ‘
. 2.5  Has‘the school System yndertaken a study of ma;or met me 615 adopted | DA
. ’ in the past three yeafs to determine how many wereéchosen after a formal
. assessment of needs? . . KR :
% v : SR -/
2.6 Were any tools for fogmal planning used (such as system anajysis) )
¢ . /
‘ ft’ . 2.7 - What steps were faken to involve the varlous partnerg in developing the
. educatlonal planfeducators, the parents, community, and the I(earners)?
. 2.8 s there a co plete listing of WHAT Is to be done t6 meet identified needs,
. ‘ and was this done Separately and before HOW/to meet the needs was ST
- determined? -, i \
LY M N '~.
L) , S . . . . »
. 2.9 . Howa cost~effect1veness&os factored into fecisions as to how goals wijl
’ be m cr -
° ' *For more/detall on a *’closed-loop” process model for education kee Educatlonal Sy:rgn Plartning by Roger A, .(
| ] Kaufm

, Prentice-Hall, Inc., 1972. N
> - .
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[ . ~

2.10 .Are there measurable performance objettives for each division or subsystem
of the school system, and is the public aware of these.performance
objectives? ) '

e

What are the objectives for learners?-
What are the objectives for parents and community?
What are the objectives for the school board?
What are the objectives for teachers?
What are the objectives for facilities? K
What are the objectives for administrators? O
* What are the objectives for the interactions between the ’variqus‘ divisions
or subsystems of the school system? ' -

e . i
What stEps has the schoul system taken to inform-afl the partners about all
the objekctives? , '

PR e
.
, P

Is the plan in such form that change® (reducmg gaps) can and wlII take place
as the plan is utilized?,

S
» .

JHave alternative decusuons and objectives been related to the needs assess-
ment7

.
a

Checkpoints: * , - : . -

—_— »

® List the barriers to planning by n\eds and their resultmg obj tlves

® What stands in “m staff's way to'adopting a closed-loop- management
system?

LN Y
~
.

e What steps are required in order to impeement a cfosed-loop (self-
correcting) system? ' °

. ) . . [
® What assistance is requircd by the staff?
y *
e List resources in the community or the school system which can be .
y utilized to overcome barriers.
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. . " THE'BUDGET AS‘AN;NSTRUMENT FOR PROGRESS v o .
> N ° . . . ;- { : « .
* ) ) 3.1 ls the' bUdget related to an assessment of needs.aﬂd;an education plan (or .
: ) " does lt‘rherely “price ouvt what has aIready been done)7 : ' - '
' "32 .Are-program objectives speﬂed out in measurable terms? . . < :" '
‘33  Are program items related to the needs assessment and the’ educat|on plan7
2 ) 4 -
34 ?oes the/ budget emphasize outpmg/and progra'm objectives rather than
> nputs (clz{ss size, supplres equlpment per-pupil expenditure, etc.)? -
~ . . -
N 3.5  Dees thi budget show cost estimates of a\ternatrve program plans for a given
: ob]ectlve7 . , . ¥ . .
. . 1 - . ) P -~
.o T 36 Is\there program to replace labor-intensive practices with cost- reducrng
' . ) equnpment awal—;sn=ecedures7 ’ -
. \ ‘ .
~ 3.7 What percengge of the operatmg budget was allocated for salaries and related -
benefits for all, personnel over the Iast five ye»ars7 °
' - 38 Has conﬂderatroq\ been grven by ‘the board to settlng a limit on. tbe
.t percentage of thesoperating budget thch may’ be usee for salaries and related -
.- /ﬁeneths7 ’ . \ . w0 . .
‘.3:9 “Has the school board adopte'd a pohcy allowing for*a ““set- asrde” of at least™
L e ’ +One percent of the operating budget to be used as development capital for
' L mfusrngmnovatron into the educatlon system7 . R L
L . L8 . R < s B N .;
310 Has provision . been made in the "budget to allow for lncentrve benefits ¢
e T teachers and adm|n|5trators for exceptlonal pefforma t,/ 4
' " 311 " Has. provrsron b¥en made to allow for contracting’ of lnstructronal servigey.
AN - wrth teachers within the system and with private efiterprise? .
I o T312 s the budget constructed;o that"a degree .o flscal hdependence
v« exercised by rndrvrdual rnSt’ructronaI uniys?
‘
3 13r Afe program prrorrtles clearly Irsted'in the biidge,
. ' ’ s
3.4, What steps have ‘been taken<to fs budget the specrf'cally sta/ted/
program objectives s? bleeds?. ) .

. 3.15 ls each section of the educati udget preceded~ b(}/ a Ilstrng of specific,
. " measurable Mstructional obj Ctives?/Wefe objectives errved/frofn an assess-

rstent oi"needs7 . . , S
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" 3. 16 What steps have: been taken in the school budget to portray the true costs of
*, instruction so as to provide for valid accountablfuty of results?
? -
. 3.17 Are you able to show that contrac ed services are measurably.. better than
those provided by the school system r vice versa?

‘ t

R TN ¥

. . .
3.18 What steps have been taken to, give individual schools responsibility for an
operating budget and to involve community 'in the planning? )
2 N AR}
. . L] .
3.19  Are individual schools required to conduct a needs assessment and submit a

¢ list of instructional objectives upon which budgetary decisions can be made?

partners? . S

el

' Checkpoints:

° %t are the barriers Mtalling program.budgeting procedures?
- ,

A

, .
® What specifig‘recom mendations are offered?

2

theNschool system’s budget and fiscal staffs considered as full education '

3

z '

or talent are available within the school system or the

- What vresou’rcej

.business and professignal community Yo assist the s'taff in implementing -

. programmed budgeting procedures?

: . C b
.
\
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4.0 N

_—
ANALYZING COST-EFFECFIVENESS '
\

rd

S
-

4.1 What steps have been taken to create “profit centers” in the school system; '
: that is, encouraging individual instructional ?nits to plan the most cost- :
-effective programs possible and derive benefits from their initiative? '

4.2°  What steps have been made to identify learner-unit costs to assure that the

most cost-effective programs are being used to meet the objectives of the
school system? :

] .

s

\\4.3_ Has the school system supplied the public with costs to overcome specific.
N learning gaps? ) . ! ,
) “

Can the school system assure that i} has investigated several alternatives and | T
grived af-the most feasible cost-effective program?

L 2
4.5  Doesthe school system have a cost accountant or_an education auditor who
can assess effectiveness against costs? ‘

. U . 7 .”
4.6 - Arecost-effective analyses by individual schools made available to the public?

l
-

4.7 Before seeking additional funds for capital expenditures, has the,§chool
system Studied the extent of cutrent space utilization and assured it now gets

maximal utilization? v ‘ :‘

4.8 - What would be the effectsof year-round-or after-hours school programs on
the space requirements of thé\school system? Have the results of such a study
~been shared with the public? : ) - :
\‘\ . N S .
' PR - \\
e cost-effectiveness of alternative ways

49 Wha_t stéps have been taken to study
«of utilizing'staff? \,

.

. L )
X \ ' . ¢ .

-effectiveness data accumulated
A - .

N

410 How are program decisio s\made? Are ¢
and considered? ¢ N

AN
4.11  What steps have been-tfken to reduce labor inten ity in the various school

units? . .
i

b4

4.12 What incentives are offered to the staff to become more e

icient in providing
educational services? ‘

.
’ D

«

. s .

4‘3 N -
4.13  When smaller classes are requested, can proof be presgnted that smaller
classes increase learning? v “ o \ . '
x4

9

N
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Checkpoints: . : AR ‘

1

<

® What specific recommendations do you have for establishing a program to

assure systemauc formal cost- effecflveness analyses" , 14

-

-
A3

o ntify ttharrle 5 t0 a\hlevmg cost effectlveness wuthm yqyr school
system

® What are the barriers to achlevmg more decentrahzed authontyé within your
school system? '
. .-
® .Will your school board enter mto the accountablllty procedure as a partner

in education? ¢

N
’

%

-
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5.0 <

'SELECTING AND UTILIZING RESOURCES

3
v

5.1 Is resource selection based upon a-formal progedure for considering
alternative resources? What are the criteria for selection ‘of resources?
5.2 What steps have been taken to assure that resource selection is tied directly to
the catafog of needs and the education plan? -
e ) . .

.

53 ’ﬁat steps have been taken to select resources on the basis of measurable

_; ¢ .
/ . behavioral objectives? | Lo
54

What steps have been taken to do cost-effectiveness studies of different

resources? :
<

5.5 Is resource selection based upon not only what are the costs but what are the.

expected results? . «
- ¢

“ .

5.6 Are there pilot studies of alternative resource possibilities when the costs &
and/or consequences of making a poor selection are critical?

. . P .
5.7 Is modeling and/or simulation ever used to assist in high-risk resource
-~ selection? .

5.8  In resource selection, are the various partners involved? .

5.9 In resource identification and selection, how many resources were selgcted in
the past year which have-not been used<previously in the school system or
individual schools? Can measurable proof be provided which shows that new
resources are better than “old” ones? -

5.10 Has the school system priced the cost of using instructional equipment and
techniques over a period of years to reduce personnel costs?

5.11 Have these comparative costs been shared with the public?

.
.

5.12 Is the result of resource selection formally documented.so that the process
.-and criteria may be reviewed at a later time?

.
-

“

AProgress in developing fileg listing the business community and other com-
munity sources

e

5.13 What steps have been taken: to devel?p concrete programs utilizing the
business community in non-instructional, managerial functions of the school
system? .

' - - ' .

’
¢ I »

-
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» 5.14 What steps have been faken to .establlsh. and maintain I|a|son reliﬁonshlps
:with business and, mdustry,’and other community groups? o
4 [ N .
. 3.1p wWhat steps have been taken for students to visit and learn in IocaI busmess
and industry? oo . . .
B by ‘ )
5.16 What steps‘ have been taken to expose students to various career areas over
N 4,4,’\' ? 7
_ N '». . . e \J . t{me , O ., / . f‘
R N ) , . ca . -
-’L Lo 5.17 . What steps_have been taken to use successful educational procedures and
s tools in busmess and industry.? v -
~ ~ ')
I'4 Progress toward establishing lay-advisory boards

) R . :

5.18 What steps have been taken to specify responsibilities of lay advisory groups? )

5.19 "What steps have been taken to involve 'lay-advisory groups in needs
assessment and in developing an education plan?

-5.20 What steps have been taken for the continuance of on-goirg advisory' groups?
x .

*5.21° Are the tasks of advnsory groups related to the needs assessment and

education plan? - ‘ L R 4

L3

[

. _ . :
Progress toward utilizing pupils in instruction and for program evaluation

.
—— — N

. - N y
5.22° What steps have been taken to utilize students as teaching resources?
“ ‘ I, ' - I

5.23 . What steps have been ‘take\n to provide instructional training for students?
’ : 5.24 What steps-are being taken to evaluate the effect of student instruction?

5.25 What steps have been faken to ;measure the learmng of they student
instructors? «\ '

5.26 What steps “have beén taken to establlsh pupll tutor|aI programs to"help

. ) overcome known educational gaps? .

_5.27 What steps’ have been taken to perm(b alteration of the school ‘schedules .
enabllng‘pup‘nls to participate in instrucfional and tutorial programs? C !

' Ne e

5.28 What steps Rave been taken to incorporate program evaluation by pupils?

How are,evaluations of programs used? Do results ffom pupils become part of

£ ! Vv
." the needs assessment? : >
. r f
5.29 What steps have been taker® to incorporate pupils’ ideas in experimental
programs? In regular programs?
Progress toward training professional staff to utilize avaljable resoufces fully
N . 530 s tramlng in resources utilization related to needs assessment and educatjonal
system plans? .- = v
. . - ~ I
/. . o ) 1 7 o . . i
. Qo - L " ’ ’ . -
| - -~ ’ v
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/ 531 What resources does the staff use now that.it did not use last year? Are the
learners performmg mea5urably better?

5.32 ve inservice training programs evolved only after program gaps (based on
- needs assessment) have been tdentufued’
5.33 re staff development programs based on solution strategies which were
decided upon before or after a thorough needs analysis was comle

Progress toward'coordinated.pIanning'for wide use of school facilities

5.34  What steps have been taken to develop increasingly flexible facilities to serve
the changing education program?

5.35 Is the facitities plan related to a formal needs assessment mlolvmg the various
partners in the educative enterprise? In designing faculltues is system planning
. used?
5.36 Has the school system explored partnership programs with ‘business and
{ industry and the possnblhty for utilizing business and other communlty .o
facilities? - . - . s
l - 2 - y
537 Has the school board dssessed the number of vacant propertles in the
commumty wnth a view to utlhzmg spaces for lns{ructlonal purposes?

-4
5.38 Has an assessment been “madevof total community needs with a prospect of .
o’ bunldmgs in the evening and weekends for broad community purposes? .

¥ o
"5.39 *Does the school board plan joint facilities with other. community agencies’-
-~
5.40 Has the school system considered modular manufactured school construic-
-4 tion? N
5.41 What steps have been taken to organize for year-roun\d utilization of school
bulldmgs7 . . -

L] - .

-

T .42 What steps have been taken,,to plan cooperattvely for use of other communlty
LTy fac|I|t|es in expandlng education opportunmes for the schools7 v
- 5.43 Were needs and objectives formally stated before existing or proposed
physical "facilities, were decided upon? Or were educational specifications
based ppon ‘prevuously ‘determined solution strategles (such as team teachmg, .
' ; open classrooms,* etc.)? ) .

544  Are educational specnfucatlons decided upon primarily by the archltett or

does the architect base design on learning Tequirements? “

/ i . .

- ,\? M 1
‘\ , ,

) .
se are not necessarily “‘good” or ’poor” solution strategues However, school systems must first determine . *
. . eds and problems before  deciding upon the most feasible solution strategies,
[y r

.
A3 . : .
B

- - . 18 .
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) Checkpomts R
4 AL e
® On the basis of your analysis What &o you see as some of the problems
. which must be 0vercome9 (Prob/em is defmed as the action required to
close /dent/f/ed gaps )‘ ] N
® What are the barrle{s to overcomlng identified problems?
* v
° What talent, cambe gtlllzed “within the school system or community to .
assist the staff in removmg barriers to efféctive resource utilization?
+
: ® Does your local or state chamber of commerce have an education '
) committee? If 50, is the school superlntendent 2 member? )
® |f your local chamber of commierce has an education committee, are you
acquainted with'its program of workZs <
® Have ways been explored to involve the.major employer(s) in the -
- education planning of the school district or state education age,ncy7 .
, ¥
- . o D4 the major corporations in your communlty have a commiunlty affasrs” ‘
officer? If so, havé you discussed your problems and congern$ with”him? ‘
t
® Can assistance be obtained frgm the state education agenty?
® What'kinds of training programs for staff-are réquired at all levels?
3 ® How do you see the results of your study on Selecting and Utilizing
- Resources being tied into the activities of the Task Force? . ,
.. - ' ;
t w ‘ ’
. N
.'"' .

s




b

B

- 6.9

- .
’

e

6,11

6.12

6.13

- 615

6.1
_— 6.2
¢ ¥
1 ;
\ X 6.3
s e
PN L ]
6.4
’
. .
{:?,, . b5
o)
"\"\, /{A"’

a 6\:19”;:\yhat provision js

6.14

‘

6.0

REVISING AND RENEWING THE ORGANIZATION AS REQUIRED

-~

P

{ ’ .
What steps have been taken to establish periodic review of stzted;i@sﬁtutional
n

~ objectives? Have objectives been related to needs assessm

resources? Have all partriers been involved in the review?

What steps have been taken to establish a r :
+ concerned with examinjng and formulating new organizations a&programs? :

¢ . ¢
Hds the school system set aside’a
developmental capital?

What steps have been taken to incor
performance against objectives?

'_Wha't"steps have been

4

taken to bring about changes in the administrative

- strugture as a result of the identification of new goals and functions?

-t

{

AN

t and” a\jai}able

e

percentage ofxﬁhg,opérating budget for

porate a monitoring sub-system to check

" What steps havé been takep to provide for greater involvement of partners in

What s*teps have been taken b
"and tools (although. the prove

elsewhere)?

‘

What steps have been developed for utiiizlng knowledge "about newer and.

. 'the-educative progess in the areas of planning and decision ma&ing

: N
y the schodl system to utilizé proven rpethods
n methods aad tools might have bejﬂ‘déveloped

more efficient and economic administrative procedures?

T

le"a‘t,';innovations now in use are' measu

fornYerly used?
St o

*innovations to staff?

’

' What steps have been taken to establi
individual schools or ¢lassroom teachers?

i

! 1
What steps haVe been

pc’)licy making? :

What steps have bee

\ .
made to disseminate

taken to fund in

’

taken to encourage divergent views? By fqﬁd«'ng? By
N ' : > 'e

.

performance goals (and documented needs)? .

What steps have beenjgtaken to

some operating funds?;

s

c B . :
provide individual sch&wu;h»control over

15

? >
e ¥

iy

e -

e

N
<

°©
-

information about’ promisi[ig
v - s

sh the practice of direct funding to -

“
.

"

structional units on the basis of

»

S0
What steps have there )beenEto relate controf with responsibility?

esearch and development group -

rably better than those practices -

¢

C R
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6.16° Have changes been meas\\falgly more effective and effrc’n

.
M
-

6.17 What steps have been taken toﬁ;ﬂ out staff development objectives?

\ . . .
3 « N

6.18 Are staff objectives related to ayieeds dssessment? -
6.19 Has the school system consrderied staf‘f needs in terms of gaps between the .
) present competencies- (and related practices), and those required to close
the performance gaps of students, -
6.20 What steps have been taken for specific evaluatrons of staff competencres in
relation to program objectives?

*

6.21 What steps have been taken.to insR itute a system -wide, on- gorng program of N N\ ‘
¢ inservice training (based on a needs, assessment)? o]t
/ »
£ \ y ¢ , .
6.22" s staff development based on an edu\gatronal system model?, - . |
6.23 What Steps have .been taken to traln aqmrmstratlve staff in technrques of
management by objectives? : 7 .
e .
. 6.24 ! What steps has the school sf&e\‘ﬂtaken(to institute a program of performance
- reviews for teachers and dm|n|strator§‘7 Are reviews based upon outcomes
achleyed rather than procedures used& AN '
\ \ ‘l » 1
" 6. 25 What ! step.s have been taken to plan, ways apd means for mcorporatrng new )
4 ’ practlces7 '?, ) o ‘*‘«L . y | ,- 8
6.26 What steps have been taker to insﬁture reward procedures to recognrze . .
. |mproved performance in teac ing? 1 " . : e
’ 6.27 What steps have been taken \to mstrtute veward procedures to recognize
' improved performance by learngrs? _x»,}. S
o % .
6.28 What steps have been taken toe tabhsh cpdpera.trve on-site programs in-staff
development with colleges and universities, based on the documented needs
Yo of the schogl system, learners, and the c\on’i‘mr,mrt;{2
6.29 Has the school System worked with’ hrgher educktion institutions to establish
trarnrng programs relateq to identified needsand ob;actrVes7
e 6 30 What steps have been taken to make r&k caprgal available drrectly to : ”
clasdfoom teachers? Has- thisbeen done? To what end?,. Vo .
SEXEAY |
" " e & oy "1 .
" Progress toward staffing based upon drfferentlated comp&tenmes o j o
\' REEE : M :
. 6.31 What steps have been taken to develop a breadeWn of stafﬁfunctrons within N\
' schools? , .
' b \;-
--6.32 Has staff planning beep related to a concept of educational system? \ " 3
' . oo .\ . “
X : R .




Q
ERIC|
P syl

|

|
!
.
i
|
i
|

.
]
|-

.

¢ -

Reviging and Renewing the Organization as'R}quired T T 17
o _ //';/-/ , o
" 633 On the basis of a needs assessment, can-youidentify staff requirements by
differgntiated competency levels? .

,6.34 . What steps have been taken to organize -the instructional program to

accommodate differentiated staffing ‘based on “the requirements of an .

. 1) educational system? . ] .
. 6.35 What steps have. been taken—todeveltop—salary_schedules which reflect
.. different levels of staff competencies, not just length of servive?®—_ .

“6.36 What steps Ve been taken to relate salary incredses to performance—based..
, " on periodic performance reviews? )

f

~
~

6.37 " What steps have been taken to.determine amount of time spgntby teachers in®
non-teaching tasks? In sub-professional tasks? :

’

-

- . ST IN

4

6.38 Has the school system studied instructiofal costs on the basis of a comparison
between “‘consumable” and “capital intensive’* costs? Projected over 3 years?
. S5 years?JO‘years? T
' iy . - ) 2,
v *. 639 If used, do différentiated staffing and differentiated learnin

g measurably °
improve learner skills, knowledge and attitudes? :

6.40 Iiiave results b'een‘shared with the public? » . ' t '

Progress toward increased staff collaboration .

)

6.41 ‘What steps have been taken to facilitate fuller coIIaborationlamong teaching

o ., and amosag non-teaching professional staff?, ' .
) - o, e ‘ .
Al

6.42 What steps have beentaken to pr/%de opportunities for professional
chllabor_ation during thte working day?’In terms of schedule? Space?
- L % . . M *

\
N N
¢ - 5 al ~ .
-

. ’ s ‘ ‘
Progress toward performance-based specifitations In job descriptions and
contracts '

P \
P o, .

e r g 4 . .. ) :. ’
6.43 If your school sysfém',égotiates contracts*with teachers, what steps: have

" been taken to include;‘f)érformance, accountability "and cost-effeCtiveness

provisions in the contract?  _ 4 o .
¢ . - ’ .

Checkpoints: . : PR v

i /
. v e ‘ J

® What specific recommendations do you hQ/e fér reorganization of the o

= school system.. . : <4 ‘
~

I
Y
® Are recommendations baséd on a forma

‘

| needs assessment?.

® Identify the barriers to ,rev:lsiﬁg the school organization. { o

L3
-

an .
(3 o *Identify talent or resoures within the school system or community whieh
can-be“utilized jin studying and improving the prganizational structure to
comply with identified needs. . ) ’

R

n ) { *

.
> . '

°
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"V . . " ACCOUNTABILITY TO PUBLICS

. "y * . ~ . . ¥
a, . . .
.Progress toward currigulum plaming by performance objectives

- .
[

717 What steps have been taken to establish program’ accountability by schools?
By individual cldssrooms orgroupings? <l

S

-

< . ‘ A M .
7.2 What steps have™been taken to assess performance on the basis of pregcisely
stated criteria? Are these criteria based upon documented needs {gaps)?

[

7.3  Are performance reviews done on the basis of objectives aimed at overcoming
specific educational g@s? ‘ S '
A -

s .
5 .
. ‘7—-\,\ ‘C" '
-, . / -

i

Progress toward increased professional self-governance and accountabilily

. 5 *
74 What steps have, beerr taken fto-"dssist staff in evolving standards and
roceduresfor greater self-governance?
procedures-for greater self-governancs S
7.5 What steps have been taken 10 give individual schools a greater-role in
determining/fow needs will be achieved? ¢ .

¥ ' s .
7.6 What steps have beénr taken to establish accountability policies and
’ procedures?+Have teachers and administratdts been included in the delibera-
tions? S ‘

A . Yoo, -
o
- -

7.7= ,As aresult of the establishment of accountability policies, have different staff
. roles'been identified? . -~ - . .

( . . . - . .

7.8 Has accountability been tied to selfawvernance andperformarice reviews?

» . ’
’ .

\ ° e . a . -
7.9  What steps have been taken to base Qvalgnion of teachers and administrators

upon performance-based data? J '
Q s ‘. \.‘

Progress toward self-study-of schavl programs
‘/ -

7.10  What steps have been takeh to p})%de for systematic self:study by individual
staff and school urits? , :
. A

N
.

- ’ it

. ¥ e . .
7.11 s selfstudy based upon individual performance reviews related  to previously
specified objectives? -
7.12 Whétesteﬁs have been taken (either with or without state mandate) to develop
a system of accreditation for schools? : : '
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20 Independent Edycatiohal Matiagement Audit
7.13 Is accreditatioh based on instrug,tioﬁl/pert’brmance rather "than t‘radi‘tional
input factors’ (such as degrees of teacher, classroom size, teacher-pupil ratio,
per pupil costoetc.)? . s ’
714 W eps have been taken to arrange .for a regular periodic indeperident

17,15

7.16

*17

1.18

7.19

7.20

7.21
1.22
1.23
1.24
7:25

7.26

edudation audit?

‘e e T

‘ .
Has the school board passed an independent education audit policy?
Is the audit based on d«umenie&lL needs (gaps) and an educationabplan? .

{ . . . .
What steps have been taken to study cost-effectiveness in relation to specified
progtam objectives? ? .

What changes have been made as a result of the audit?

i -

Progress toward formulating an accountability reporting system
What steq{ have Seep taken to involve pupils, parents and the community in
the creation of an accountability reporting system, based on overcoming

o *

known educational gaps? , Lo Y
’

Are reports to parents and' children formulated so that theil can be aware of

how well educational gaps are being overcome?. N . -

‘

’ /

Progress toward evolving a comprehensive two-way Sommunications syste
rménce

What steps have been taken to report to the public ttie needs (perfo
gaps) of th/eschool system? . - :
7

¢

Whatsteps have been taken to develop open lines of communication among

the staff within the school system on program require?nents and alternatives?

P
. v 4

What steps have been taken to institute a reporting system, presenting precise
performance criterj‘a and specific information on student performance?
What steps een taken to acquaint the public with cost-effectiveness
programs within the school system? . .,
‘What steps have been taken to “educate” the public to ask the “right”
questions’of itself? Of its schools? ©

R ) ‘ x
Hew many parents and citizehs understand the reports of the school system?
Has the school system determined what kinds of reports are required in order
to increase public understanding? |

.
"~ 'l

® i
Checkpoints: . : kﬂb\&_ ’
. “ .
~ ) g A “ )
® ldentify barrier$ to the adoption of accountability programs. -

® List recommended?steps for overeoming bafriers..

.

+ ] 24 \ /.'nr

-2



® What talent is-available within the school system and community to assist
the/staff to develgp accountability policies and procedures? ) ’
/

}
® What talent or resources exist.in the school system and community to
assist the staff-in deyeloping more flexible, cost-effective programs?

'

entify the priority curricilum areas thqtéquire greatest attention.

What barriers must be overcome before the scl
indep&ndent education audit?

»

t

hool system can. utilize an

~
.

S

® What kinds,of“incen,tiv'es Aare provided staff or individual sc

Y

\ | hool units to
encourage development of additional cost-effectiveness options?

*

® What plans are there, for re{varding teachgrs, administrators and school
units for becorning mbre cost-effective in ti'ieir operations? ‘

»

-
v

.

- ® What skeps have been taken to

P ) s ‘ . .
.base performance of school board membeérs
upon performance-based data? .

.

«
¢

v

intendent upon performance-based data? *
i

-

! .

~

v

ta

5

i L

St

s . B
® Have -steps been taken to base the performance of the school super- -

Y
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/8.10 If the school system continues to’group Chlldren in self-contained classrooms

.

'Y - . \
+ _ ‘ g LY
s V8 :‘ r
. [ . N ’
ey P —, } . 5 ‘ 4 .
¢ . .
!
+ - l. . : 8.0 . .. \ o
. . . o
. ~ ' .
. INCREASING USEFUL INSTRUCTIONAL OPIQNS ,
. Progress toward in‘gependent learning exper:iences for children
8.1 'Based on an assessment of Iearnrng gaps, have individual schools explored
’ several instructional altet;natlves7 Is_cost- effectiveness a consideration? Are
.’ cost comparrsons between varlous optm@s»presented’ ’
- * .
8.2  What' steps have been taken to provrde a flexrble p?‘og’ram for more program .
gptions to learners? - , ST s )
% ‘";"
8.3  What'steps have been taken to lAl—I'ze new and proven»hardware and software -
/ for seIf instrlction? . . [ : .
2 - w’ - e ‘ <l
8.4 - What proyision is made fomr(&learner to keep his own'record of progress?
\8.5  What steps have been taken—at the outset of the Fearmng experlence—to
‘ establrsh the learner’s entry IeveI by pre testrng’ :
B} =
L4
8.6 What steps_have been taken to acqualnt the learner with his Iearnmg gaps and
sy to deslgn §course of action with him? -
.. ~
8.2 Does the/school system have a program of individually prescribed instruction
designed to acquaint the leamer with help him overcome his .learning
gaps? Is it made md/wdua//y.responsnié’ instruction by involving the learner
in setting goals and decrdlng among alterna‘ve learning methods and - .
materials?_, . : R . . .
- " , .‘ P . .. —v} -
. Progress toward varied instructional grouping~ ’ : "
8.8  What steps have been taken to deVeIop and.organize facrlrtles for different
. snzed groupy? b -
8.9  Has instructional grouping been based on needs assessment? / '

\

(1 teacher to a given number of students) can it support: this practice wrth
research? .

Ch/kpomts . o - C, N

" 4
¢ /W re the roadblocks that stand in the way of greater learning options?

‘® rist specific recommendations for expanding options for learners.
, ‘ . 2 '

Y 28 ST

R
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‘o Was the study of iinstructional options ‘based onan analysis of needs?
(Remember a need [s the difference between a desired result and actual . ‘i
results.) / - L .

N g ’ .

® Were ways to increase options in priority areas explored first?, St )

B -

»
®' List recommendations f r ways fo increase instructional optwns. Are the
optlons selected the Q’oo desirable from a cost-effectiveness standpomt7

/
. s . )
.
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. 90

ARE WE DOING THE JOB?. (ASSESSING RESULTS)

1 -

-

9.1 Are evaluation instruments utilized WhIC11 measure performar‘nce objectlves

based on documented needs?

9.2 | What steps have been taken to provide for mdependent seIf teStlng by the
Iearner7 .

-

9.3  Are tests used in the school system geared specifically to measure the

discrepancy (or lack of.discrepancy) between what the situation was and what

we hoped it would be, as outlined in the educational plaln7 <
. » 'y 4 »
94  What stéps has the schapl system taken to replace norm- referenced tests. wnth
griterion- referenced tests?* . . . L
/ ' o

95 Are teacher-constructed tests ever validated? Are they related to the needs
-, ,and resultlng, measurable behavrdral objectives?
_/'-/”/\

9.6  When was the Iast ﬂne tests in your school sgfstem were revrsed Danged or

modified on the basis of formal data? L~

-

»
-, . -

N
. 9.7 s there an independent educational audit based on identified needs g(s)7

Does the audit include an evaluation of management processes and organlza-
tion functioning as well as an assessment of learning? ,
- ‘ ’

Do test reSults also include data on cogt-effectiveness factors?
q?: ' ~T

" Do teachers. and learners in your school system VeI ange ‘their. learning
procedures/content on the basis of evaluations whnch - conducted gon-
tinually during the educational process? If yes, w@n was the last tlme7 Can a
specffmample be grven7 o . ,

9.10 'Is evaluatlon a continual on’gorng (formative) process? L s

¢ v

9.TT ~Are Tevisions to the Iearnlhg methods and procedures a continual, ongorng

. process? Give example of program « revisions undertaken as a result of

evaluatlon/“process Give example of more cost-effective programs which have
resulted from the school system s ongorng evaluations. , .

)

9.12 What specific Iearnrng changes have taken place in |§drwdual schools and the
school system in the last month? Six months7 Year?

9.13 @the changes in the plan based upon learner perﬁor’mance7 (Or were they
_ based upon admmlstratlve/teacher corivennence’)

» -
‘. .
- ‘- .

»See Robert Glaser, “Psychological Bases for Instructional Design,” A. V. Communication Review, Winter, 1986—__

\'25 - '




- 26 ‘ v Indeperident Educational Management Audit
' ) ] .

9.14 Are considerations for program revisions conducted periodically and

ormally? i .

R} 3

Is there evidence that vaftd chianges have been made as a result of formal
evaluation of actual, measurable performance? In other words, have there
been significant reductlons in the educatlonal gaps which were documented
by the needs assessment?

Ch_e.ckpoints:

krd

1"
. é Has a plan far reporting educatiopal gaps and gains to the public been *
formulated7 Does the plan include Strategies for overcoming documented
educatidnal deﬂcteﬂcues’ ’

) J < o A ‘ ' \ ’ x\}\‘v
; . . AN
t) e .+ FINAL CHECKPOINTS: .
/ NS e " 4)’ - ¢ ' s
. Now that the staff has cémpleted the au‘d@t perhaps yﬁtﬁve some general Ca .

AN

/observatlons and recommendatidns to make. .

I -
* -
%4

\ , ' ® Are there other areas whlch should have been covered in the aud|t7 If so,
-, what arethey? X ~ : . C o,

L4 . .

i . ® Are '"there” other barriers not previously listed which decrease the : ﬁ
- effgct}venéss of the staff? Plegse list these barriers. N ’
> > ~ ] -
- o What general recommendations do you have for brlnglng about «necessary
) : changes in the school system? . .o

D 5N

. Lz What kinds of specific help would you like-so that you-can begin to g‘{an o
. educatio ‘programs that are addressed to documented needs?

ERICT -

.
- . .
v . b )} . LY
. .
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C/u EDUCATIONAL PLANNING/NEEDS ASSESFMENT TRAINING EROGRA'MT

L . ' With the coming of educatlon revenue sharing and greate&demands for accountabllity, states and

f
O~

localities re confronted with increased decision-making respons1blllt|e$.
gram to-expand substarmaIIy planning capability.

ow emerges a tralnlng pr

)

:/ )

Here is a practical hands-on program to train hdmlmstrators curriculum planners, teachers, school

boardmen and community workers.

|
I

@ -
vt prowdes transportable know- how and a solid theoretical basns for m‘aklng chonces founded on
d ed needs and cost-effgctiveness feasnblllty ’ , . )
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